Meeting CCS communication challenges head-on: Integrating communications, planning, risk assessment, and project management  by Greenberg, Sallie et al.
Available online at www.sciencedirect.com
   





Meeting CCS communication challenges head-on: Integrating communications, 
planning, risk assessment, and project management 
Sallie Greenberga1*, Lori Gauvreaub, Ken Hnottavange-Telleenc, Robert Finleya, Scott Marstellerd
aIllinois State Geological Survey, 615 East Peabody Drive, Champaign, Illinois 61820, USA bSchlumberger Carbon Services, Abingdon Business Park, Abingdon UK OX14 1UJ cSchlumberger Carbon Services One Hampshire St., Cambridge, MA 02139 USA  dSchlumberger Carbon Services, 615 East Peabody Drive, Champaign, Illinois 61820, USA 
Elsevier use only: Received date here; revised date here; accepted date here 
Abstract
The Midwest Geological Sequestration Consortium, Schlumberger Carbon Services, and Archer Daniels Midland has implemented a 
comprehensive communications plan at the Illinois Basin – Decatur Project (IBDP), a one million metric tonne Carbon Capture and
Storage project in Decatur, IL, USA funded by the U.S. Department of Energy’s National Energy Technology Laboratory.  The IBDP 
Communication Plan includes consortium information, funding and disclaimer citations, description of target audiences, media 
communications guidelines, paper and presentations guidelines, site visit information, crisis communication, on-site photography
regulations, and other components.  The creation, development, and implementation processes for the IBDP Communication Plan 
(the Plan) are shared in this paper.  New communications challenges, such as how to address add-on research requests, data sharing 
and management, scope increase, and contract agreements have arisen since the Plan was completed in January 2009, resulting in 
development of new policies and procedures by project management.  Integrating communications planning, risk assessment, and 
project management ensured that consistent, factual information was developed and incorporated into project planning, and 
constitutes the basis of public communications.  Successful integration has allowed the IBDP to benefit from early identification and 
mitigation of the potential project risks, which allows more time to effectively deal with unknown and unidentified risks that may 
arise.  Project risks and risks associated with public perception can be managed through careful planning and integration of 
communication strategies into project management and risk mitigation.   
© 2010 Elsevier Ltd. All rights reserved 
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1. Introduction 
Public awareness and public support are often cited as major barriers to the development and implementation of Carbon 
Capture and Storage (CCS) projects.  Communicating in plain language maximizes information delivery while 
minimizing inaccurate perceptions and common misconceptions with multiple stakeholders, all of whom hold varying 
degrees of knowledge about CCS. Creating and delivering consistent, thoughtful, and accurate information in a timely 
manner is important to building transparency and community understanding for on-going CCS projects.  However, 
information presented to stakeholders may be easily misinterpreted, taken out of context, or misunderstood. Current 
demonstration CCS project communication efforts are often complicated by the number of parties potentially 
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communicating about one project.  CCS demonstration projects are typically conducted through partnerships between 
government, industry, non-governmental organizations, and academia.  Several groups from each category can be 
represented in a single partnership.  Each partner may have specific communications policies, procedures, and 
philosophies need to be acknowledged and coordinated with other partners.  Developing a communications plan that 
incorporates the needs and cultures of multiple stakeholders provides a roadmap for handling these challenges.  
The process of developing a communications plan can help partnerships make goals, policies, and procedures explicit.  
Open and early discussion of these factors contribute to defining a comprehensive communications strategy that benefits 
all partners and may help to build public understanding and support for a project [1].  
2.  IBDP Communications Plan Development 
The Midwest Geological Sequestration Consortium (MGSC), Schlumberger Carbon Services, and the Archer Daniels 
Midland Company (ADM) implemented a comprehensive communications plan at the Illinois Basin – Decatur Project 
(IBDP), a one million metric tonne CCS demonstration project in Decatur, IL, USA.  Each member of the partnership 
brought procedures, methods, and regulations to the table for consideration toward development of a plan that bridges 
the individual communication strategies and safety concerns expressed by all of the participating groups.  The IBDP 
Communication Plan (the Plan) includes consortium information, funding and disclaimer citations, target audience 
descriptions, media communications guidelines, paper and presentations guidelines, site visit information, on-site safety 
requirements and procedures, crisis communication, on-site photography regulations, frequently asked questions, and 
website information. 
Why is a communications plan or strategy needed? Communications challenges take on many facets, especially when 
project organizers try to provide consistent and/or scientifically-based information for multiple audiences.  One simple 
example is the IBDP site facility, which can be known as the visitor center, the monitoring laboratory and/or command 
center, the office trailer, or the meeting trailer.  The multiplicity of terminology under normal circumstances can be 
confusing at the best of times and could be critical in a crisis situation if misunderstandings arose with respect to 
location.  For these reasons, standardized labels and nomenclature have been instituted for the project.  However, it 
remains a constant challenge to utilize standard nomenclature.  Key individuals have been tasked with upholding 
consistent terminology in order to foster good communication, provide accurate information, and decrease the risk 
associated with confusing policies or procedures. 
The development of the Plan was the result of early project meetings in which multiple partnership communication 
strategies and philosophies became evident.  In order to align the communication approach and integrate 
communications with overall project management, communication specialists and project management had a series of 
meetings to set project communication goals and define the communications strategy for the project.  These open and 
early conversations took place among the three main partners in an attempt to better understand the respective 
organizational communication goals, which were all slightly different.  For example, the MGSC’s goal is to highlight 
the global scientific contribution the IBDP is making and to be recognized as a leader in sequestration research; the 
Schlumberger Carbon Services’ goal is to emphasize their technological contribution to site characterization, site 
development, and project management; and ADM is focused on highlighting themselves as a project cooperator and 
wants to ensure that the government relations efforts and media relations focus on the value IBDP brings to the world.  
In creating the communications team, we built on existing project management structures and involved not only 
communications specialists, but drew input from the Principal Investigator, research scientists, risk assessment 
specialists, project managers, government relations specialists, media relations staff, and program mangers from MGSC, 
Schlumberger Carbon Services, ADM, and DOE. The challenge for the communications team was to define a strategy 
to provide easy-to-understand, scientifically accurate, and consistent information throughout the project.  In order to 
achieve this goal, it was important to openly discuss the partnership framework and consider questions such as:
• Which partners should be involved in the communication planning? 
• What are the communication goals for each partner? 
• How do communication polices get bridged between organizations? 
• Which organizations are included in press releases? 
• Which organizations and who communicates about the project and/or talks to the media? 
• What is the crisis communication strategy and who communicates externally in a crisis? 
• What is the project message and how will it be communicated? 
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The stated goal of the Plan is to provide communications guidelines to follow that will contribute to the delivery of a 
consistent communication message, provide guidance and support in the event of a crisis, and empower staff by setting 
expectations. Thus, the Plan development process served as a starting point for making a succinct, comprehensive, easy-
to-follow guide for all project staff.  The development processes facilitated conversation and brought to the forefront 
issues and challenges that had the potential to involve communication opportunities and challenges, as well as risks 
identified in the risk assessment process.  Furthermore, the Plan development process was instrumental in:   
• Fostering understanding and integration of multiple corporate cultures 
• Facilitating agreement on key goals and issues 
• Guiding the definition of joint policies  
• Aiding in the unification of multiple policies and procedures 
• Building a strong, long-term communications team  
• Defining joint communications strategy 
The process involved an initial meeting to discuss and establish project communication goals.  This meeting was 
followed by preparation of a draft Plan, which incorporated lessons learned from communications through other 
International and DOE Regional Partnership CCS projects.  The draft Plan was reviewed by project management and 
risk professionals, presented to individual partners, and reviewed by the DOE project manager.  Additional meetings 
were held regarding safety, crisis communications, media communications, and the photography policy for the project.  
Upon finalization of the Plan, an implementation strategy was devised.   
After completion of the initial Plan, additional challenges arose that are in the process of being incorporated.  It is 
important to consider how a project will handle:  
 Requests for add-on projects 
 Scope increase 
 Data sharing and management 
 Non-disclosure agreements, Memorandums of Understanding, and confidentiality agreements 
 Educational communication and student information requests 
 Addition of new partners 
3.  IBDP Communications Plan Implementation and Benefits  
The Plan was implemented on a large scale during an all-day safety training event for project personnel, drilling 
personnel, and project management held at the IBDP in February 2009 prior to the drilling of the IBDP injection well.  
More than 50 people were in attendance at the meeting.  One of the authors presented a summary of the Plan and 
highlighted the information seen as most critical for staff to be aware of, such as who is authorized to speak to the 
media, what to do in the event of questions arising about the project, and whom to contact in the event information is 
needed.  Each individual signed a statement indicating that they had read, understood, and were willing to abide by the 
guidelines set out in the Plan.  Project personnel who did not attend the quality, health, and safety training event or who 
were new to the project were given a copy of the Plan and an email version of the statement letter to be signed and 
returned.   
The on-site personnel were among the most effective at inducting others in the details of the plan.  The well-site 
supervisor was responsible for providing safety and on-site induction for new personnel.  Upon the first site visit by one 
of the Plan’s authors, the well-site supervisor, without knowing whom he was instructing, provided her a summary of 
the Plan, stating chapter and verse the guidelines of the Plan and instructing her in the proper procedures. This was 
considered quite a successful implementation when the well site staff holds the communications staff to their own 
policies. 
Providing a consistent and accurate message about the IBDP was also a stated goal that was facilitated by a media 
example and utilized by the well-site supervisor to demonstrate to the drilling crew how easily information can be 
misused or misunderstood.  He used a copy of a local news paper article with the headline, “Carbon capture work starts 
at ADM $84 million project to store ethanol byproduct underground [2]” as an example of how the media can take 
anything that is said or done and potentially use it out of context.  We were unable to provide an approved image of the 
drill rig drilling the injection well for the newspaper in the timeframe they requested. The reporter drove by the site 
where a much shallower groundwater well was being drilled using a considerably smaller drilling rig than the project 
injection well, and took a photo that he used for their front page story.  Empowered by his own knowledge, the drill rig 
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crew knowledge, and the Plan, the well-site supervisor was able to effectively communicate our policies to new 
personnel and explain and reinforce the need for the Plan with on-site project staff.  
Having the Plan in place has resulted in a project that possesses established lines of communication among specialists, 
PR, events planning, on-site personnel, and researchers; a prepared hierarchy to communicate with media; and a 
communications staff that can manage large events, photography challenges, and multiple research and corporate 
agendas with a proactive approach.  Furthermore, with a specific Plan in place and all personnel having an 
understanding of the communications guidelines, on-site personnel, researchers, and others can focus on the job they are 
there to do.  Having this structure in place increased our focus on safety and on getting the job done, and empowered the 
well site supervisor, well architect and others to enforce policies (such as a “no photo” policy) that ultimately led to 
better communication, consistent messaging, and fewer disruptions.  The Plan facilitated drilling two wells with more 
than 40,000 man hours with one minor first-aid incident, consistent media messaging, and photographic consistency and 
branding for the IBDP. Also in place is a crisis communication plan, which consists of a call list, emergency phone 
numbers for key individuals, and emergency phone numbers posted for personnel on-site as well as defining exactly 
who speaks with the media. 
4.  Communications and Risk Assessment 
While development of the Plan provided a good framework for defining IBDP communications procedures, much was 
learned in the implementation process and through the MGSC risk assessment process.  Many project developers 
recognize that conducting risk assessments for CCS projects is critical to mitigating potential risks as a component of 
project design and project management.  The MGSC, through facilitation by Schlumberger Carbon Services, utilized 
this process to further integrate communication as a key project goal.   
The IBDP Kick-off Meeting held in February 2008 also served as a risk assessment meeting involving 33 project staff 
and external CCS experts [3].  Two sessions were held, one in 2008 which focused on geospatial Features, Events, and 
Processes (FEPs) and one in 2009 which focused on non-spatial FEPs such as legal, regulatory, communication, and 
surface facilities.  In IBDP risk assessment sessions, communications and outreach-related risks ranked high among 
risks to project success because of their potential effects upon public acceptance, permitting, legal, and property-rights 
issues.  Given the high ranking of adverse public opinion as a significant risk factor, project management and 
communications staff determined that a communications strategy for communicating about risk and the risk assessment 
was critical to project management and risk mitigation. Analyzing the FEPs, creating risk scenarios, and ultimately 
defining 201 Risk Reduction Actions, which have been combined into 30 Risk Reduction Action Groups (RRAGs) has 
provided project management and communications staff an opportunity to consider how communication-related risks 
can be managed and/or mitigated [3].  RRAGs related to communications help to ensure that a project communications 
policy addresses: 
 Communications about project events, including possible negative events 
 Linkage of project with particular societal goals and/or industries 
 Policies for release of raw data and modelling results 
 Policy for review and publication 
 Internal publishing and execution of communications policy 
 Staff training 
Recommendations and actions for integrating communication strategies into project management were undertaken and 
are on-going.  Risk to the staff and project is reduced by having a communication strategy in place in the event of a 
crisis, allowing project staff to focus on their respective responsibilities, while the communications team manages 
external communication.  In the event of a crisis, decision makers and project management will available to focus on 
technical matters knowing the communications response team is in place.  Communications personnel receive 
information directly from project management and work together to provide accurate and timely updates. 
However, additional communication challenges can arise when considering how to communicate risk-assessment 
results. For example, under some conditions, a lay audience might envision that a cited risk exists only at its highest 
level, divorced from likelihood or severity considerations.  Risk assessments take into account a range of levels which 
are not necessarily cited when discussing risks in non-technical contexts.  Especially in today’s world of electronic 
communications, risk assessment results are especially subject to being taken out of context and used to deliver 
misleading messages.  Integrating communications planning, risk assessment and project management ensures that 
consistent, factual information is developed and incorporated into project planning, and is made available as the basis of 
public communications.   
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The fact that the project team became more aware of the potential for communications risks across many areas of the 
project was an additional benefit of the risk assessment process.  This increased awareness helped reinforce the 
significance of risk mitigation strategies and compliance with the communications plan.   
5.  Integrating Communications, Risk Assessment, and Project Management 
Integrating public outreach with project management has been highlighted as a key best practice for CCS project 
implementation [4].  Additionally, integrating risk assessment, first as a project management platform, and second 
reinforcing that platform through coordinated communication planning, has proven to be effective for the IBDP. Early 
in the IBDP, it was a challenge to create project synergy between the different focus areas – project management, risk 
assessment, communications, and specific research lines such as geophysics, modelling, and monitoring.  Each group 
was focused on their respective part of the project and concentrating on how to start the research and work needed to 
complete their major tasks.  Often the project principal investigator or project management team are the only parties 
with a big-picture conceptualization of the entire project lifecycle.  
The first project management challenge faced by the IBDP was how to get all involved parties onto the same page.  The 
risk assessment process provided the first opportunity for project team and external experts to consider the project 
design and delineate the implications of risk in a formal setting.  Scientists, managers, and staff talked through more 
than one hundred potential risks.  The very process of such intense conversation brought everyone involved a unified 
understanding of the potential risks to the project.  Items identified in the risk assessment process and further established 
as RRAGs have been incorporated into the overall project management approach.  The development of a Responsible, 
Accountable, Consult, and Inform (RACI) chart was created to manage the tracking and execution of RRAGs.  This 
project management tool helps project personnel identify who is responsible for that particular component of the project, 
thus facilitating communication, risk reduction, and project management. Through the risk assessment process, project 
management gained insight into potential project risks, developed risk mitigation strategies, and created procedures for 
communicating about potential risks. 
Communications forms the focus of two of the RRAGs, Communications Policy and Communications Plan, among 
others [3].  Again, through the risk assessment process, project staff and management could clearly see the potential 
impacts of poorly managed communications and actively sought to reduce associated risks by developing a 
communication plan, training communicators, and providing a structure for the communications team.  By addressing 
communication challenges made explicit through the risk assessment process, the IBDP team has developed a cohesive, 
unified group, and fostered team development. In order to accomplish this unification, the project management team 
first had to align everyone toward the same goals, which was achieved in part through the risk assessment process and in 
part through the creation and implementation of the communication plan.   
One example of this learning process can be seen by looking at early poster publications about the risk assessment 
process itself.  In presenting the material for the risk assessment, the initial thought was to publish specific likelihood 
and severity values as risk level indicators.  Upon discussion with communication, risk assessment, and project 
management personnel, the decision was made to place emphasis on the risk assessment process rather than site-specific 
outcomes of risk levels.  The communications staff worked with risk and project management personnel to explain and 
demonstrate what might happen should that data be taken out of context or used in an unintended manner.  Through this 
process, the project staff became sensitized to the potential communication implications of the risk assessment work, 
which has influenced and strengthened subsequent publications.  The process has even helped to educate scientists to 
the fact that the communication of scientific results can have ramifications that they had not previously considered.   
The integration of project management, risk assessment, and communication has helped the project management team 
coordinate and facilitate different aspects of the project. This integration has fostered awareness, which has also 
highlighted potential for high risk associated with failed communications efforts. Additionally, the IBDP staff now 
possesses a more sophisticated understanding of the role communications play in a project and recognize that project-
specific communications have global implications and can impact other CCS projects.   
6.  Conclusion 
Skillful project management must incorporate control of the risk and uncertainty that surrounds any project.  Integrating 
communication, risk assessment, and project management has allowed the IBDP to employ multiple approaches and 
create unified procedures.  The risk assessment process allows for earlier identification and mitigation of the potential 
project risks, which allows more time to effectively deal with unknown and unidentified risks that can always arise.  
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Further, project risks and risks associated with public perception can be managed through careful planning and the 
integration of communication strategies into project management and risk mitigation.   
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